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The Australian Industry Group has been concerned for some time about the level of foundation 
skills in the workforce. Our latest survey of employers indicates that 93 per cent of them 
indicate that low levels of literacy and numeracy have an impact on their business. So it is 
important for employers to engage with workplace literacy and numeracy programs to address 
this problem. 
 
We wanted to establish a business case for employers to invest in this type of training and so 
the Building Employer Commitment to Workplace Literacy and Numeracy Programs project was 
developed. The particular focus of this project was to establish the return on investment for 
employers who participate in programs. To conduct this difficult endeavour we engaged the 
Australian Council for Educational Research, an organisation that has expertise in this 
methodology, to assist us in the research. 
 
The results from the research are very impressive. For those companies that were able to 
generate a return on investment calculation the results were all positive in the range of 102 to 
163 per cent. These results were achieved across a number of different States and industries 
such as manufacturing, utilities, construction and aged care. 
 
These positive results strengthen the business case for employers to invest. In addition to other 
reasons for implementing workplace reform in this area, it now also makes good economic 
sense. We hope that all employers will heed these results and engage in foundation skills 
training for their workforce.  
 
A further dimension of this project was to assist employer understanding of the Australian Core 
Skills Framework. This is a major means of identifying improvement and progress for individual 
employers who undertake the training. It is also the key means of measurement for the National 
Foundation Skills Strategy for Adults.  
 
Ai Group finalised the employer guide to the ACSF, referred as to Unlocking Workforce 
Potential, during the life of the project and it has been well received.  
 
This report makes a significant contribution to the advancement of workplace literacy and 
numeracy in Australia and I urge all employers to engage in this important policy area to enable 
a strengthening of our workforce capacity. 
 
 
Innes Willox 
 
 
 
 
 
 
Chief Executive 
Australian Industry Group 
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Background  
 
The previous Australian Industry Group project in this area, the National Workplace Literacy Project,

1
 

demonstrated the importance of and employer interest in Return on Investment considerations in 
relation to the provision of Language, Literacy and Numeracy (LLN) programs in the workplace. In the 
workplace trial element of the project the literacy practitioners discussed potential Return on Investment 
considerations with the participating employers. The employers were encouraged to develop indicators 
that would represent success for them in their workplaces. A range of indicators were forthcoming 
which were all in some way related to the central notion of productivity.  
 
Formal collection of data on investments and returns, requiring the development of discrete tools, was 
not within the scope of the project. Indeed, earlier research has indicated that many firms do not carry 
out systematic evaluations of their training and even fewer attempt to calculate the returns to their 
investment.

2
 The project emphasis was on the perceived outputs and improvements. Nevertheless, the 

use of Return on Investment indicators provided a specific focus for both employers and trainers and 
contributed to the determination of project outcomes. This enabled consideration of such key factors as 
productivity, quality, compliance, safety and Human Resource measures. There was demonstrated 
value in attempting to link Return on Investment considerations to LLN training. This approach was 
effective for employers when determining the precise nature of workforce LLN issues that confronted 
them and also useful for trainers when designing a program to address the issues. 
 
The project invited employers and trainers to consider how the input of LLN training might be expected 
to impact on a range of outputs for the enterprise and for the individuals. Employers and trainers were 
asked to comment on the range of Return on Investment indicators before the training commenced and 
on the observed outcomes as a result of the targeted LLN training. Outcomes were reported as both the 
increase in labour productivity and a number of additional óemployability skillô improvements. The 
response to the return on Investment indicators was positive and has highlighted the potential of 
conducting further work in this area using a more formalised approach supported by discrete tools. 
 
The report included the following specific recommendation in relation to this issue: 

Incorporate Return on Investment measures into LLN workplace training 

The use of Return on Investment indicators provided a key focus for employer involvement and trainer 
planning and preparation in the project. Return on Investment measures could be incorporated into all 
workplace LLN programs. As an initial step it is proposed that a set of measures be developed which 
include but not are restricted to: 

 Productivity; 

 Quality; 

 Safety; 

 Communication; 

 Compliance; 

 Further training; and 

 Promotion. 

 
It is necessary and timely to promote the connection between LLN and productivity.  The research 
indicates that little attention has been paid to this and that ñthe literature is hedged with cautions.ò

3
 

Canadian research reports growing evidence of the link between workplace training in general and 

                                                            
1
 Australian Industry Group, National Workforce Literacy Project, Final Project Report, January 2012. 

2
 Research at a Glance, Returns on Investment in Training, NCVER, 2001. 

3
 Gray, Alison (2006) Upskilling through Foundation Skills: A Literature Reviewò, a report prepared for the 

Department of Labour, Government of New Zealand. 
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productivity ñthere is remarkably little evidence of the benefits for employers of improving basic skills of 
employees.ò

4
 

 

Introduction  
 
Given this background the purpose of this project is for The Australian Industry Group (Ai Group) to 
determine the extent of Return on Investment (ROI) outcomes for employers who invest in Language 
Literacy and Numeracy (LLN) Programs in the workplace. An ROI instrument will be developed and 
trialled through selected Workplace English Language and Literacy (WELL) projects. The ROI 
instrument will demonstrate the effectiveness and benefits of LLN training to assist with future employer 
uptake of and investment in LLN training. The Project was funded from National Foundation Skills 
Outreach and Leadership Program which is an administered program.  
 

Australian Industry Group will develop a ROI instrument which will be trialled in selected WELL 
workplaces and determine the extent of ROI outcomes for employers who invest in LLN. It is anticipated 
that the ROI instrument will measure the effectiveness and provide evidence of the benefits of LLN 
training which will ultimately assist with employer uptake of and investment in LLN training. The project 
builds on recommendations from the Ai Group National Workforce Literacy Project Final Report, which 
demonstrated the importance of employer engagement in the provision of English language, literacy 
and numeracy (LLN) training in the workplace. 
 
In order to undertake this work the Ai Group sub-contracted the Australian Council for Education 
Research (ACER) to undertake a number of the project tasks. These included the development of the 
measurement instruments, participation in the consultation with employers participating in WELL 
projects, analysis of the results and the production of a report to the Ai Group at the completion of its 
deliberations. This specific project work was also underpinned by a comprehensive literature review. 
 
In addition to this major focus on the development of ROI there was a further component of the project 
devoted to the production of an employer guide to the Australian Core Skills Framework (ACSF).There 
were outcomes in relation to the ACSF that flowed from the National Workforce Literacy Project. 
Employers in the trial site were very interested in the ACSF and the information it conveyed about the 
LLN skills of the employees. They were similarly interested in the potential of the ACSF as one of the 
means to measure employee improvement. The final report of the National Workforce Literacy Project 
recommended that an employerôs guide to the ACSF be developed to further increase employer 
awareness about workforce LLN. As a result of this the development of an employer guide was included 
as a component of this project. 

 

 
Project  Aims 
 
The specific aims of this project are to: 

Â develop a Return on Investment instrument to be used in selected WELL programs to contribute to 

a business case for industry involvement in foundation skills programs. 

Â implement the Return on Investment instrument in selected WELL programs in consultation with 

participating employers. 

Â utilise the Australian Core Skills Framework as a benchmark measurement of outcomes for project 

participants. 

                                                            
4
 Merrifield, Juliet (2007), International Workforce Literacy Review, Englandò a report prepared for the Department 

of Labour, Government of New Zealand. 
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Â develop an Employers Guide to the ACSF in consultation with employers. 

Â evaluate and report upon the project outcomes with a particular focus on Return on Investment 

measures within the context of the National Foundation Skills Strategy for Adults. 

 

Link to National Foundation Skills Strategy for Adults  

As indicated a project aim was to link the project work to the development of the National 
Foundation Skills Strategy for Adults. The inaugural meeting of the Standing Council on 
Tertiary Education, Skills and Employment (SCOTESE) endorsed the national strategy in 
broad terms on 25 November 2011.5 The strategy highlights the strengthening of foundation 
skills in the workplace as a major component.6 The strategy referenced Ai Group documented 
employer concern in this area and added a reference to the Skills Australia publication which 
noted that many employers do not see the connection between developing the foundation 
skills of employees and enhancing productivity in the workplace.7 The Industry Skills Councilôs 
publication No More Excuses makes the same observation.8 There is a general call to raise 
the awareness of employers about the benefits of foundation skills training. 
 
Ai Group supports the workplace stream within the national strategy. This project can integrate 
with the strategy as it contributes to the establishment of the business case for employers to 
be involved in foundation skills training through the national strategy. The demonstration of 
anticipated Return on Investment outcomes has the potential to act as a major incentive for 
industry to be involved. 
 
 
 
 

Major Project Deliverables  
 
The conduct of the project was organised into four main deliverables: 
 

1. Develop a Return on Investment Instrument (ROI) to be used in selected WELL programs 

 

The key deliverables in this area were to: 

Â initiate the project, including confirmation of the project methodology and the establishment of the 
Project Reference Group; 

Â select participating WELL projects in conjunction with the Foundations Skills Branch; 
Â engage ACER to develop the ROI instrument, and provide copy to the Commonwealth for review 

prior to implementation as part of the project; 
Â obtain employer commitment; 
Â provide LLN trainer briefing to inform trainers about the features of the ROI instrument; 
Â develop a draft Australian Core Skills Framework (ACSF) employer guide (to be undertaken by 

Louise Wignall Consulting and Technic) and provide draft copy to the Commonwealth for review 
prior to implementation as part of the project. 
 

2. Implement the ROI instrument in selected WELL programs in consultation with 
participating employers and utilise the ACSF as a benchmark of outcomes for participants 

                                                            
5
 Communique for the Inaugural Standing Council on Tertiary Education, Skills and Employment Meeting. 

6
 National Foundation Skills Strategy For Adults, Standing Council on tertiary Education, Skills and Employment, 

September 2012. 
7
 Skills Australia, Australian Workforce Futures: A National Workforce Development Strategy, 2010. 

8
 Industry Skills Councils, No More Excuses, 2011. 
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The key deliverables in this area were to: 

 

Â liaise with employers and others associated with the WELL projects about the implementation of 
ROI; 

Â access and analyse the pre and post-participant assessments against the ACSF provided by the 
WELL Program Manager, 

Â monitor progress in data collection. 

 

3. Develop an Employers Guide to the ACSF in consultation with employers  
 

The key deliverables in this area were to: 

 

Â develop an employer consultation schedule with employers; 
Â refine the ACSF Employer guide following consultations, with draft copy provided to the 

Commonwealth for review prior to implementation as part of the project; 
Â road test the ACSF Employer guide with employers. 

 

4. Evaluate and report on the project outcomes with particular focus on ROI measures 

 

The key deliverables in this area were to: 

 

Â receive reports from LLN practitioners incorporating ACSF analysis and outcomes; 

Â receive reports from participating enterprises to assess employer outcomes and incorporate 
analysis of ROI measures; 

Â produce a final report; 

Â disseminate outcomes.  A summary of the final evaluation report will be  disseminated publicly via 

various Ai Group channels. Ai Group will also develop, print, promote and distribute an ACSF 

Employer Guide developed in consultation with employers. 

 
 

Report Structure  
 
This final report comprises two components: 
 

a) Estimating Returns to Enterprises from Workplace Literacy Training: A Pilot Study, a report to 
the Australian Industry Group from the Australian Council for Educational Research.  

b) Unlocking Workforce Potential, An Employer Guide to using the Australian Core Skills 
Framework in the Workplace. This report can be located on the Ai Group website at 
www.aigroup.com.au  
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EXECUTIVE SUMMARY 
 

Overview 

In September 2012 the Australian Industry Group (Ai Group) contracted the Australian Council for 
Educational Research (ACER) to conduct this study into the financial return to employers from investing 
in workplace literacy training programs. The Australian Government, through its Department of Industry, 
Innovation, Science, Research and Tertiary Education (DIISRTE), contracted the Australian Industry 
Group (Ai Group) to manage the project.  

Over 2013-14, this study developed and trialled a set of data collection instruments in pilot mode with 
seven training programs funded under the Workplace English Language and Literacy (WELL) program. 
This report presents the results from the study in the form of case studies (Chapter 5), drawing on an 
extensive literature review (Annex 4) and mapping of similar evaluations in Australia and overseas 
(Annex 5). 

Purpose 

There is an assumed, although empirically weak, link between Language Literacy and Numeracy (LLN) 
training and business outcomes. In recent years, a body of research and evaluation has emerged, led 
by efforts in Canada and New Zealand, which has taken steps towards improving the knowledge base. 
The current study, based in the Australian context, has the following purposes:  

¶ To document and illuminate the strengths and weaknesses in methodological approaches to 
measuring a ROI to LLN training based on Australian and international evidence; 

¶ To develop a set of accessible ROI measurement tools for use by employers and other 
stakeholders; and 

¶ To estimate, in pilot mode, ROI outcomes for a sample of employers who invest in LLN training 
for their workers. 

Timeline and governance 

The project commenced in September 2012 and concluded in December 2014. The project was 
supported by a Reference Group which met four times over the course of the project and provided input 
on draft material. 

Method 

The current project builds directly on recommendations from Ai Groupôs National Workforce Literacy 
Project Final Report (2012) which demonstrated the importance of employer engagement in the 
provision of LLN training in the workplace. That projectôs emphasis was on the perceived outputs and 
improvements arising from training but did not involve formal collection of data from companies. 
However, those employers were able to identify indicators that would represent successful LLN training 
for them in their workplaces and these have been incorporated into the current study. 

The principles which underpin the methodology benefited from a number of earlier evaluations of 
literacy programs delivered in the workplace (see Annex 5). While other studies have conceived of 
evaluations which describe, in the most comprehensive terms possible, returns to training, the brief for 
this study was more focused ï óto estimate ROI outcomes for employers who invest in LLN training for 
their workersô.  

This overall project was divided into five sequential phases (Figure ES1). 
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Figure ES1 Project phases 

 

The sampling of programs was entirely based on a convenience or ñsnow-ballingò sample which was 
built by asking for recommendations from WELL coordinators. Participation in the study was entirely 
voluntary. The profile of participating enterprises is shown in Table ES1. A further 8 enterprises met 
with the project team but declined an invitation to participate, mainly for resourcing and workload 
reasons. All enterprises were asked to sign a consent form to confirm their involvement (Annex 3). 

Table ES1 List of enterprises in sample 

 

Enterprises Industry Size State 

Participating enterprises (7) 
 

  

Enterprise A Manufacturing Medium NSW 

Enterprise B Aged Care Small SA 

Enterprise C Manufacturing Small Vic 

Enterprise D Construction Large NSW 

Enterprise E Utilities Large Tas 

Enterprise F Manufacturing Medium SA 

Enterprise G Aged Care Medium Vic 

A key component of the methodology was the customisation of a set of generic data collection 
instruments and supporting instructions (Annexes 1 and 2). These were developed early in the project 
design. The principles guiding their development were to:  

¶ place minimal administrative burden on the participating enterprise; 

¶ ensure the instruments are capable of being tailored to particular workplace contexts; and 

¶ be sufficiently specific about the data elements required without being overly general or vague 
in terms of what was required of each employer. 

Detailed examples and possible data sources within the organisation were identified in the supporting 
instructions. The generic ROI data collection template was divided into three sections: 

Section A: Program description and budget 

Section B: Quantitative costs and benefits of training 

Section B covered the substantive quantitative data needed for calculating the ROI. The 
templates sought to collect information at three data collection points - before 
commencement, directly after completion and 6 months after completion). This section was 
structured around 5 types of benefits (as discerned from the research literature) 

¶ Personnel costs  

¶ Productivity gains  

¶ Operational costs  

¶ Human resources costs 

¶ Other financial benefits  

Section B was designed to allow enterprises to add their own data elements. It also allows 
space for enterprises to comment on the quality of the data in terms of its completeness, time 
lag and the extent to which a change can be attributed to the training intervention etc. 

Section C: Qualitative benefits of training 
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Section C is an open-comment section designed to allow supervisors and managers to reflect 
on the intangible changes which could be attributed to the training (e.g. óimproved self-
confidenceô and óimproved capacity to take on independent workô). 

The project has designed an óEvaluation Frameworkô (Chapter 4) to assist with scoping the conceptual 
landscape of workplace literacy evaluation. It is designed to assist future reviews and evaluations with 
evaluation design and implementation so as to avoid some of the pitfalls made in this and earlier 
evaluations. 

Results 

In summary, this pilot study has identified the following results: 

A. Enterprises perceive the returns to be real, uniformly positive and worthy of their investment 

The project findings, summarised in Table ES2, affirm those from earlier evaluations where 
employersô rated highly the outcomes from workplace literacy training. ROI calculations were 
carried out in 4 of the 7 programs ï each returning uniformly positive results. All seven employers 
can also point to numerous examples of individual workers or groups of workers who they have 
observed improvements in across a range of tangible and intangible dimensions (e.g. improved 
productivity, reduced errors, better understanding of instructions etc) ï each of which is assumed to 
have a direct or indirect downstream benefit to business outcomes. Where possible, these benefits 
are quantified in the case studies. 

The managers and supervisors who were interviewed spoke about a óleap of faithô which they took, 
and must repeatedly take, when making the business case for internal resources to be directed 
towards LLN training. After a short period of training, most employers could visibly observe changes 
in the first year which they attributed to the training, which led to renewal of the program in the 
following year. 

There was a general recognition among employers that ROI, or some form of cost/benefit analyses, 
would help to make a more compelling business case in the future. 
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Table ES2 Summary assessment of data completeness, quality and results 

Enterprise ID 
Industry 
sector 

State 

Sections of 
template 

attempted 
(Y/N) Data completeness / 

quality ï evidence of 
financial impact 

Training impact 

S
e
c
ti

o
n

 A
9
 

S
e
c
ti

o
n

 

B
1

0
 

S
e
c
ti

o
n

 

C
1

1
 

Enterprise A Manufacturing NSW Y Y Y 
Data-driven culture uses 
multiple indicators to 
monitor change. 

132% return from dual-
program* 

Enterprise B Aged Care SA Y Y Y 
Monetised changes in 
supervisor time across all 
data collection points 

117.5% - savings through 
reduced documentation 
errors 

Enterprise C Manufacturing VIC Y N Y 
Very small scale program ï 
individual ñstoriesò not 
aggregate benefits 

Anecdotal but 
management still very 
positive re overall impact 

Enterprise D Construction NSW N Y Y 

Large, complex and multi-
faceted program made data 
collection difficult 

Difficult to quantify across 
entire program ï sub-
program identified 
$192,600 in savings 

Enterprise E Utilities TAS Y Y Y 
ROI calculated based on 
unit improvements in 
service orders 

102% at one site based 
on efficiency 
improvements 

Enterprise F Manufacturing SA Y Y Y 
Multi-layered program 
produced measurable sub-
set of data 

163% return from error 
reduction and saved 
supervision time 

Enterprise G Aged Care VIC N N Y 

Systems and data capture 
not ideal for this purpose 

Anecdotal and important 
part of orientation ï 
improving documentation 
and maximising call on 
government funding 

*Dual program refers to the situation where Enterprise A conducted two programs in tandem and was 
unable to account for the individual benefits of either. The two programs were a training project funded 
under the WELL program and a Lean Manufacturing training program. 
 
B. ROI  and cost-benefit models are a starting point but not solely sufficient 

ROI is, by design, a relatively simple indicator of benefits relative to costs. It has primarily been 
used in the business and finance sectors to differentiate and compare between alternative courses 
of action. When applied to the specific context of workplace LLN training, an enterprise could 
deploy a ROI evaluation to ask - what will be the return on the LLN training program (Option A) 
compared to Option B (upgrade equipment) or C (a different workplace training program)? All 
remaining equal, where will the biggest gains be made over the short, medium and longer term? 

At the enterprise level, issues of data availability, quality and usefulness have considerable 
implications for conducting cost/benefit analyses ï including whether it should be conducted at all. 
Some degree of pragmatism is required. For example, when evaluating workplace training one 
must undertake the task of defining óimpactô or óchangeô or óbenefitô flowing to a óbeneficiaryô (e.g. an 
employer, worker, government) resulting from a particular training intervention ï in this case it is a 
workplace English language and literacy program which creates a further layer of complexity to the 
ROI model. More specifically, one must ascribe a financial value to the óbenefitô and express it as a 

                                                            
9
 Program description and budget 

10
 Quantitative costs and benefits of training 

11
 Qualitative benefits of training 
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percentage of the total cost net of all other factors. As shown in Annexes 4 and 5, cost-benefit 
analyses are increasingly being applied to this field with uneven success, and often with opaque 
transparency. 

At a threshold level, it may not necessarily be feasible or cost-effective to conduct experimental 
studies, particularly in small-medium enterprises. Instead, it may be more practicable to conceive of 
these evaluation models as a means of:  

a. Estimating cost-offsets in targeted areas of the enterprise which could reasonably 
be directly or closely attributed to the LLN training thus neutralising the cost of training 
and generating a positive return for the enterprise (e.g. improved documentation); and  

b. Making the most persuasive and compelling business case possible for more (or 
less) investment in a particular area of the business. 

 
C. ROI evaluation models must be customised, fit for purpose and add-value 

Workplace LLN training, and the resulting benefits, do not operate in a vacuum. Operationally, this 
type of training is more often contextualised to support wider organisational objectives or programs 
and do not run as a discrete training program. But whatever the approach, ROI evaluation models 
must address a particular need or an identified gap in the knowledge base. Likewise, data collection 
must be administratively simple and be customised to the systems and processes occurring within 
the enterprise. 

To rationalise any kind of staffing and resources commitment at enterprise level, evaluation 
methodologies must be transparent, coherent and add value. Transparency allows for some degree 
of comparability in that one understands the judgements made by the evaluators in selecting certain 
data elements (e.g. hourly savings or reductions in incidents), adjusting for various factors; and the 
overall approach taken to determining costs and benefits. In the aggregate, these micro judgements 
can significantly affect the ROI results. 

The recent Canadian evaluation, UPSKILL (Gyarmati et al. 2014), is an excellent example of how a 
coherent evaluation model can be customised to a specific industry sector. It uses an experimental 
design with control groups and óapples with applesô comparisons across job roles. The focus is on 
identifying training impact in areas of greatest need to give focus and direction to the evaluation. It 
also drew on routinely collected administrative data as further evidence of training impact. 

 

Concluding remarks 

The findings from these seven case studies, the project literature review (Annex 4) and the summary of 
earlier workplace evaluations (Annex 5), make clear that this field of evaluation is both methodologically 
fraught and logistically challenging. The reasons for this have been reaffirmed many times and most 
recently in the large-scale evaluations of workplace literacy programs in New Zealand (Upskilling 
Program

12
) and Canada (Measures for Success

13
). 

ROI calculations need to be kept in perspective. Enterprises are complex entities operating in dynamic 
environments. Decision making which draws on ROI calculations must recognise them as estimates. As 
such, they are critically dependent on the quality of the data available on benefits and costs, and on 
other information about an enterpriseôs operations and environment. 

Despite the inherent challenges, the demands placed upon workplace training programs are 
considerable and growing. Many countries have recognised the need for dedicated workplace literacy 
programs and made successive attempts, with mixed results, to more accurately capture evidence of 
impact.   

The landmark study by Ananadiou, Jenkins and Wolf, 2003, published more than 11 years ago, offered 
a succinct roadmap: 

ñWe belabour these points because we conclude, from this review, that there is a real and urgent 
need for more research. In the context of basic skills workplace provision, both large-scale 
quantitative analyses, assessing the benefits and costs of literacy/numeracy training on 

                                                            
12 See Annex 5 (Section A5.3 New Zealand) 
13 See Annex 5 (Section A5.4 Canada) 
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representative datasets, and case studies offering in-depth investigation of basic skills training at 
particular workplaces would be valuable.ò 

In principle, better evidence is needed to rationalise investment in workplace training. Most would agree 
that a robust evaluation model which captures reliable evidence and meets the needs of its users 
should be supported. Methodologically, however, principles often succumb to the technical and 
logistical obstacles inherent in the ROI evaluation method. Despite its challenges, it is clear that recent 
evaluations are: (a) forming a stronger evidence base, (b) making a more compelling case that there 
are quantifiable financial benefits to enterprises from LLN training; and (c) setting the groundwork for 
future evaluations. 
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CHAPTER 1 - INTRODUCTION 
 

1.1. Overview 

In September 2012 the Australian Industry Group (Ai Group) contracted the Australian Council for 
Educational Research (ACER) to conduct this study into the financial return to employers from investing 
in workplace literacy training programs. The Australian Government through its Department of Industry, 
Innovation, Science, Research and Tertiary Education (DIISRTE) contracted the Australian Industry 
Group (Ai Group) to manage the project.  

Over 2013-14, this study developed and trialled a set of data collection instruments in pilot mode with 
seven training projects funded under the Workplace English Language and Literacy (WELL) program. 
This report presents the results from the study in the form of case studies (Chapter 5), drawing on an 
extensive literature review (Annex 4) and mapping of similar evaluations in Australia and overseas 
(Annex 5). 

1.2. Purpose 

The purpose of this study is to estimate ROI outcomes for employers who invest in Language 
Literacy and Numeracy (LLN) training. 

This project is intended to strengthen the knowledge base about the returns to employers from 
workplace training in foundation skills, and thereby help guide employers in their investment decisions 
and policymakers in their initiatives to encourage such forms of workplace training. The instruments 
developed through the project are also intended by Ai Group to be a resource that employers can use 
to help evaluate the pay-off from their existing training programs and to help plan future training 
investments. 

The current project builds more directly on recommendations from Ai Groupôs National Workforce 
Literacy Project Final Report (2012) which demonstrated the importance of employer engagement in 
the provision of LLN training in the workplace.

14
 The employers identified indicators that would 

represent successful LLN training for them in their workplaces. That projectôs emphasis was on the 
perceived outputs and improvements arising from training, and did not involve formal collection of data 
from companies. 

There is an assumed, although empirically weak, link between Language Literacy and Numeracy (LLN) 
training and business outcomes. In recent years, a body of research and evaluation has emerged, led 
by efforts in Canada and New Zealand, which has taken steps towards improving the knowledge base. 
The current study, based in the Australian context, has the following purposes:  

¶ To document and illuminate the strengths and weaknesses in methodological approaches to 
measuring a ROI to LLN training based on Australian and international evidence; 

¶ To develop a set of accessible ROI measurement tools for use by employers and other 
stakeholders; and 

¶ To estimate, in pilot mode, ROI outcomes for a sample of employers who invest in LLN training 
for their workers. 

The instruments developed through the project are also intended by Ai Group to be a resource that 
employers more broadly can use to evaluate the pay-off from their existing training programs and to 
help plan future training investments. 

1.3. Project governance 

The project was supported by a Reference Group comprising senior representatives of: 

                                                            
14

  See: 
http://www.aigroup.com.au/portal/binary/com.epicentric.contentmanagement.servlet.ContentDeliveryServlet/LIVE_
CONTENT/Publications/Reports/2012/10870_national_workforce_literacy_project_final_report_web.pdf 

 

http://www.aigroup.com.au/portal/binary/com.epicentric.contentmanagement.servlet.ContentDeliveryServlet/LIVE_CONTENT/Publications/Reports/2012/10870_national_workforce_literacy_project_final_report_web.pdf
http://www.aigroup.com.au/portal/binary/com.epicentric.contentmanagement.servlet.ContentDeliveryServlet/LIVE_CONTENT/Publications/Reports/2012/10870_national_workforce_literacy_project_final_report_web.pdf
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¶ Department of Industry, Innovation, Science, Research and Tertiary Education and the 
Department of Industry  

¶ Australian Industry Group 

¶ Manufacturing Skills Australia 

¶ ITW Performance Polymers and Fluids 

¶ Community Services and Heath Industry Skills Council 

¶ VET Development Centre, Queensland Department of Education, Training and Employment 

¶ Office of the Training and Skills Commission, South Australia and TAFE South Australia 

¶ NSW TAFE Social Inclusion and Vocational Access 

¶ National Centre for Vocational Education Research 

1.4. Timeline 

The project commenced in September 2012 and concluded in December 2014. The main points of 
engagement with employers occurred in the 2013-14 financial year. 

1.5. Ethics 

The project was conducted in accordance with ACERôs Code of Ethics. The data collected from 
enterprises will not be shared with any other organisation or used for any purpose other than this 
project. No workplaces or individuals are identified in any report other than with their permission. 
Enterprises are referred to as óEnterprise A, B, Cô etc and some basic information is used to 
contextualise the results. 
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CHAPTER 2 - METHOD 
The current project builds directly on recommendations from Ai Groupôs National Workforce Literacy 
Project Final Report (2012) which demonstrated the importance of employer engagement in the 
provision of LLN training in the workplace. That projectôs emphasis was on the perceived outputs and 
improvements arising from training but did not involve formal collection of data from companies. 
However, those employers were able to identify indicators that would represent successful LLN training 
for them in their workplaces and these have been incorporated into the current study. 

The principles which underpin the methodology benefited from a number of earlier evaluations of 
literacy programs delivered in the workplace (see Annex 5).  This overall project was divided into five 
sequential phases (Figure 2.1). 

Figure 2.1: Project phases 

 
The following sections describe each of these phases in detail. 

2.1. Recruitment of enterprises 

The sampling of programs was entirely based on a convenience or ñsnow-ballingò sample which was 
built by asking for recommendations from WELL coordinators. Participation in the study was entirely 
voluntary. The profile of participating enterprises is shown in Table 2.1. A further 8 enterprises met with 
the project team but declined an invitation to participate, mainly for resourcing and workload reasons. 
All enterprises were asked to sign a consent form to confirm their involvement. 

The recruitment process was guided in large part by: (a) referral and interest; (b) how conducive the 
program was to ROI measurement; and (c) whether the program had been considered an example of 
good practice by those who have oversight. In most cases, there was also a long-standing partnership 
between the training provider and the enterprise which assisted with the data collection and 
interpretation phases of the project. 

The intention was to have a spread across different industry areas and locations. The research team 
made contact with more than 20 programs, held meetings with 15 and secured the participation of 7 
(Table 2.1). Over the course of the entire project, the project team held at least 28 on-site meetings and 
conducted a further 8 phone meetings - the total points of formal contact with the employers was 36. 
There was ongoing contact between the project team and the employers throughout the project. 

The process of recruiting and engaging with each enterprise, whether they chose to participate or not, 
was far more protracted and time-consuming than the project team had planned. On reflection, it was 
our ñarms-lengthò detachment from the training programs which led to some logistical challenges in 
securing the ongoing support of enterprises. In earlier evaluations of a similar nature in Australia and 
overseas, the funding sponsor took steps to ensure the training programs were symbiotically aligned 
with the evaluations ï each adding value to the other.  

Like the training programs, the ROI project was funded by the Commonwealth Government. Early in the 
project, the Commonwealth wrote to each interested enterprise and training provider outlining the 
project purpose and requirements. The project team then conducted a follow-up visit or teleconference. 
Over time it became clear that the study was operating tangentially to the training programs which 
meant that, without incentive, enterprises were compelled only by their own goodwill, enthusiasm for the 
final product and any other lessons which could be gleaned from participating. Over 18 months or more, 
this ongoing engagement became increasingly challenging ï and further exacerbated by the paucity of 
available data, technical obstacles, turnover of our óworkplace coordinatorsô, postponement or delays of 
training programs and a generally time-poor group of enterprises. 
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Table 2.1: List of enterprises in sample and points of contact 

 

Enterprises Industry Size State 
On site 

meetings 
Phone 

meetings 
Total 

Participating enterprises (7) 
 

     

Enterprise A Manufacturing Medium NSW 1 1 2 

Enterprise B Aged Care Small SA 3 1 4 

Enterprise C Manufacturing Small Vic 4 
 

4 

Enterprise D Construction Large NSW 3 
 

3 

Enterprise E Utilities Large Tas 1 2 3 

Enterprise F Manufacturing Medium SA 2 1 3 

Enterprise G Aged Care Medium Vic 4 
 

4 

Subtotal 
 

  20 5 25 

Declining enterprises (8) 
 

  
  

 

Enterprise H Aged Care  Qld 1 1 2 

Enterprise I Manufacturing  Qld 1 
 

1 

Enterprise J Aged Care  SA 1 
 

1 

Enterprise K Utilities  WA 1 
 

1 

Enterprise L Defence Services  NSW 1 
 

1 

Enterprise M Manufacturing  NSW 1 2 3 

Enterprise N Community Services  NSW 1 
 

1 

Enterprise O Manufacturing  WA 1 
 

1 

Subtotal 
 

  8 3 11 

Total (15) 
 

  28 8 36 

 

2.1.1. General observations from employers 

At the point of recruitment and initial engagement, there was a general spirit of enthusiasm among 
employers for the project in terms of its motivations, aims and objectives. There was recognition that 
ROI is a gap in their own understanding of the impact of the WELL training program but they are willing 
to take a óleap of faithô because:  

¶ the cost borne by the employer for the first year of training is not significant (in most cases); and 

¶ by the second year the benefits of WELL training are becoming evident in the work and 
attitudes of the WELL participants. 

Employers recognise the value that ROI data would provide to future funding applications but are quick 
to caution against the difficulties of measurement, particularly in terms of controlling for other variables. 
Employers also raised issues of commerciality, privacy, confidentially in regards to financial data, 
particularly those relating to wages ï although no data were requested at this level it was still a concern.  

Employersô also expressed caution in that they did not want to place any additional burden on the 
workload of their employees by participating in this project in terms of taking them óoff the lineô or giving 
them ómore paperworkô. Most, if not all, were stretched to capacity and needed to be convinced of the 
value that a research project would return to their business. 

Each employer varied in terms of the sophistication of their systems, data capture, analytical capability 
and information management. In some cases, employers were able to identify detailed unit costs for the 
training group concerned and compare this to a control group (e.g. manufacturer working with LEAN 
system). Others, by the nature of their work, required data to be collected specifically for this project 
(e.g. reviewing case notes in aged care providers). 

2.1.2. General observations from training providers 

At the point of recruitment, representatives from the training programs were comparatively more 
cautious about the project and its stated aims - raising a number of concerns including, but not limited 
to the following: 
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¶ There is not necessarily an identifiable óimpact pointô of WELL training in terms of productivity 
and efficiency ï the effects of WELL diffuse into areas which are not apparent in business 
performance metrics; 

¶ The benefits of WELL training occur well beyond the proposed six month completion point for 
this project; 

¶ The impact of WELL training diffuses across a number of areas of an organisation, the workerôs 
role and their life beyond work ï the ROI calculation must ensure it has appropriate coverage of 
all these factors; 

¶ There are motivations of social justice and community development which must be considered 
ï itôs not just about the financial return, there are social and community objectives being met 
also; 

¶ The hours of training per worker varies considerably by training program - some workers may 
only participate in a few sessions; 

¶ The WELL training can potentially create circumstances where workers, through the 
development of self-confidence, are more likely to raise issues around WHS, and escalate 
issues that require attention from their supervisors etc. Although a long-term benefit, these 
could complicate the measurement of short-medium term reductions in productivity and WHS 
ócostsô; and 

¶ The training occurs in batches with trainees slipping in and out of training depending on 
circumstance and need ï it would be difficult to isolate a particular ótraining groupô in some 
instances. 

2.1.3. Process of recruiting enterprises to the study 

The process of recruitment and early engagement typically involved the following steps: 

1. Step 1: An initial meeting was convened between the enterprise, AI Group and ACER to: 

¶ Introduce the ROI project, including its aims, objectives and wider context; 

¶ Discuss the WELL program currently operating for this employer, including its focus, 
key stakeholders, delivery approach, evaluation approach, participant numbers etc; 

¶ Discuss the types of measures currently being considered when assessing the impact 
of WELL training, particularly financial (if any); 

¶ Seek feedback on the draft return on investment (ROI) instruments prepared by the 
project team;  

¶ Consider how the data collection instruments could be tailored and customised to meet 
the needs of the employer; and 

¶ Set up a timeline for collecting the required data. 

2. Step 2: A key contact person was nominated by the enterprise (Workplace Coordinator) to be 
the link between the enterprise and the research team; and 

3. Step 3: The Workplace Coordinator identified the areas of their organisation to provide data 
(e.g. Finance, HR, trainee supervisors). 

The main reasons offered by enterprises when declining participation in the study was a lack of time 
and resources. Incentives to participate were not offered to any enterprises or training organisations. All 
time and staffing costs were generously offered by enterprises at their own cost. The primary reason for 
participation was that enterprises can see considerable value in building the business case within their 
own enterprise. Their view was that research studies such as this could assist their own enterprise to 
support a case for greater investment and a more effective and targeted allocation of resources in their 
own workforce training programs. 

2.2. Development of instruments 

A generic data collection instrument and supporting instructions, attached in Annexes 1 and 2, were 
developed early in the project design. The principles guiding their development were to:  

¶ place minimal administrative burden on the participating enterprise; 

¶ ensure the instruments are capable of being tailored to particular workplace contexts; 

¶ be sufficiently specific about the data elements required without being overly general or vague. 

Detailed examples and possible data sources within the organisation were identified in the supporting 
instructions. The generic ROI data collection template was divided into three sections: 
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Section A: Program description and budget 

Section B: Quantitative costs and benefits of training 

Section B covered the substantive quantitative data needed for calculating the ROI. The 
intention was to collect data at three data collection points - before commencement, directly 
after completion and 6 months after completion. This section was structured around 5 types of 
benefits (as discerned from the research literature): 

¶ Personnel costs  

¶ Productivity gains  

¶ Operational costs  

¶ Human resources costs 

¶ Other financial benefits  

Section B was designed to allow enterprises to add their own data elements. It also allows 
space for enterprises to comment on the quality of the data in terms of its completeness, time 
lag and the extent to which a change can be attributed to the training intervention. 

Section C: Qualitative benefits of training 

Section C is an open-comment section designed to allow supervisors and managers to reflect 
on the intangible changes which could be attributed to the training (e.g. óimproved self-
confidenceô and óimproved capacity to take on independent workô). 

2.3. Customisation to each enterprise 

The key tasks for customising the data collection templates involved: 

1. follow-up meeting(s) on site or via teleconference with the enterprise (e.g. supervisors, HR, 
finance units etc) to better understand existing data systems as they relate to workplace 
training, its costs, and its impact on work performance; 

2. a meeting with the training provider to understand the objectives of the training and the 
approach being used; 

3. provision of feedback to ACER on the draft instruments to be used in the workplace; 

The key tasks for each workplace were as follows: 

1. Identify the target group for inclusion in the data collection exercise. Ideally this is a group of 
employees who have yet to start or have recently started their WELL training. 

2. Complete Section A and Section B (1st collection point) prior to, or close to, the 
commencement of training. Send Excel workbook to ACER. 

3. Complete Section B (2nd collection point) and Section C directly after training completes (and 
update Section A if need be). Send Excel workbook to ACER. 

4. Complete Section B (3rd collection point) 6 months after training completes (and update 
Sections A and C if need be). Send Excel workbook to ACER. 

5. Provide feedback on your own enterprise case study. 

2.4. Fieldwork 

Across the seven programs, data sources including training program documents, interviews with senior 
managers, supervisors, trainers and company administrative records were used to populate the data 
collection templates.  

The enterprises were regularly followed-up by the research team to offer support to the data collection 
process. 

Upon completion of the training, the data collection templates were returned to the research team for 
analysis. 

2.5. Data analysis, reporting and validation 
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Table ES2 (page ix) is a summary of data provided to the study from each enterprise.  As with earlier 
evaluations of a similar nature, data sought on ROI is of variable completeness and quality. The more 
complete returns were those where the representative from the training provider took on the 
responsibility to collect and report data. 

Each case study presented in Chapter 5 is presented in the most transparent manner possible to make 
clear the process for calculating the returns.  As with earlier evaluations of a similar nature, some of the 
data returns are either patchy or incomplete. The most complete returns were often those where the 
representative from the training provider took on the responsibility to collect and report data. 
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CHAPTER 3 ð BACKGROUND 
This chapter summarises findings from earlier research and evaluations on workplace LLN training. The 
extended versions are included in Annexes 4 and 5 of this report. 

3.1. Summary of research literature 

As a field of evaluation, workplace LLN training has been described as ñnewly emergingò and 
ñparticularly underdevelopedò (Benseman, 2014; Gray, 2006; Barker, 2001). For the most part, studies 
lack the scale, depth and sophistication necessary to demonstrate outcomes with a high degree of 
confidence and generalisability.  

Although this review covers a wide body of research, there are four landmark literature reviews which 
are worth mentioning by name because of their significant contribution to the field:  

1. Ananiadou, K., A. Jenkins, et al. (2003). The benefits to employers of raising workforce basic 
skills levels: a review of the literature. London, NRDC  

2. Gray, A. (2006). Upskilling through foundation skills - A literature review. Wellington: 
Department of Labour) 

3. Salomon, M. (2009). Workplace literacy and essential skills: what works and why? Montreal, 
The Centre for Literacy/Le Centre d'alphabetisation 

4. Benseman, J., & Sutton, A. (2007). A synthesis of foundation learning evaluation and research 
in New Zealand since 2003. Wellington: Department of Labour 

The work of New Zealand academic John Benseman is cited throughout as it provides a consistency of 
depth and insight much needed in the field of workplace LLN evaluation.  

To date, there has been little credible evidence found on the impact of LLN on productivity and the cost 
effectiveness of LLN programs (Vorhaus et al. 2011). Much of the research literature is focused more 
on the óhowô and ówhyô of conducting such evaluations than the presentation of valid results. Benseman 
and Sutton (2007) describe the state of research workplace literacy programs: 

ñThere is very limited research on the economic value of LLN programs which can include 
immediate or early impacts on measures such as waste, injury rates and absenteeism and 
longer term effects such as monetary assessment of the productivity gains for employers and 
earnings gains for learners. ROI research is complex and costly and needs to be undertaken by 
experts and include sufficient time for empirical data collecting.ò 

There are considerable challenges in evaluating impact of training. Lynch et al. (2006) summarises 
these as follows: 

ñAn important problem is that return on investment from training programs is typically unknown. 
More specifically, the results of training and development programs are not evaluated in terms 
of their effect on business results. The impact of training and development on organizational 
profitability is difficult to evaluate and often not attempted. The benefits of programs are often 
subjective and difficult to quantify in monetary terms. Benefits also accrue over time and the 
optimal point of time to evaluate is ambiguous. Because of the lack of evaluation, the effort put 
into developing human capital is often seen as an expense and not an investment.ò 

The most significant issues for measuring a ROI are: (a) the conversion of soft data to monetary values; 
(b) adjusting for the time horizon of benefits; and (c) attribution of change to the particular training in 
question (causation). Gray (2006) warns that ñthe literature is hedged with cautions. Numerous authors 
point out that, in attempting to assess the benefits and impacts of literacy programs, it is extremely 
difficult to control for intervening factors such as external market influences, personal characteristics, 
incentives and disincentives for acquiring or displaying skills, the way work is organised and the degree 
of autonomy workers have.ò Gray (2006) goes on to caution that ñthe relationship between training and 
outcomes is complex, and it is difficult to control adequately for extraneous factors, or to identify which 
component of the interventionðor whether the fact that there was an intervention at allðhad most 
influence on the outcome. As with literacy programs themselves, clarity about the goals of any 
evaluation is essential, along with reality about what outcomes can be expected in the short termò. 
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Ananiadou et al. (2003) identifies a set of recurring ódeficiencies in the workplace LLN literatureô, which 
may assist with understanding why evaluations fall short of meeting the criteria for Levels 3 (impacts on 
learnersô behaviour at work), 4 (impacts on organisational performance) and 5 (ROI): 

¶ the small numbers of studies; 

¶ lack of controls and experimental designs; 

¶ small sample sizes; 

¶ limited sources of data and an over-reliance on self-reported information; 

¶ lack of pre-course and post-course comparisons; 

¶ poor completion rates in post-course assessments; and 

¶ lack of quantitative studies. 

The structure of the project literature review, shown in Figure 3.1, is broadly representative of the topics 
covered in much of the research literature in Australia and internationally, since the early 1990s.  
 
Figure 3.1 Structure of literature review 

 

 

 

Traditionally, LLN evaluation practice has been dominated by qualitative approaches to measuring 
outcomes, with quantitative data gathered largely on program outputs, for example, the number of 
learners in a program, number of learners completing a program and so on (Salomon 2009). This 
emphasis has elicited some criticism over the past twenty years for its simplicity as well as the 
methodological weaknesses associated with relying on subjective observations, perception and 
respondent bias. 

In critiquing the overall quality of workplace LLN evaluation, Salomon (2009) observed: 

ñ...the reality is that quantitative evaluation has not been the dominant practice, as various 
important studies have noted since the late 1990s (Gray 2006; Pye and Hattam, 2008; Plett 
2007). These have criticized the informal, unsystematic, unscientific, anecdotal, qualitative and 
subjective nature of many if not most of the evaluations used in workplace literacy and essential 

ÅReasons why employers evaluate workplace training programs 

ÅReasons why employers do not evaluate workplace training programs 

Employer perceptions of workplace training evaluation 

ÅKirkpatrick/Phillips Levels of Evaluation 

ÅReturn on Training Investment 

ÅUsing Levels 4 and 5 to measure impact of training on productivity 

ÅReturn on Expectations 

Methods used to evaluate workplace training programs 

ÅResearch methods (quantitative, qualitative or mixed methods) 

ÅIdentifying training inputs and costs 

ÅIdentifying benefits to employers; workplace practices; employees; and the wider 
community and government 

ÅIsolating the net benefit of training (Business, program design and training cohort factors 
impacting on results) 

ÅConverting changes in ñsoftò skills to ñhardò data 
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skills training programs and urged a more formal, empirical, scientific, rigorous, robust, 
quantitative and objective approach.ò  

In a landmark Australian study. Pearson (1996) made the following observation: 

ñAlthough a great deal of research and evaluation of the impact of workplace language and 
literacy training programs has occurred in the past, it has generally been focused on qualitative 
analysis of such programs. Training provider evaluation has usually centred on what 
participants have achieved within the training room. When evaluation has moved beyond the 
training room to the workplace itself, most of the evidence has been anecdotal.ò 

Barriers to training evaluation include time and cost constraints, the complexity of the process, the 
comparative ease of relying on qualitative methods and indicators, a reluctance to ñintensively monitorò 
employees, the ñsensitiveò nature of the process, and confidentiality concerns among workers. For 
many employers, especially small-medium enterprises, quantitative evaluation using controlled 
research methods is beyond their capabilities, in terms of the time, resources and expertise they are 
either able or willing to invest (Salomon, 2009). 

Davidson et al. (1997) provides a useful summary these issues: 
 

ñThere is a significant difference between evidence and proof. In most cases, data limitations 
prevent the establishment of absolute proof ï say, that training caused the change in 
performance. For example, the performance measurement or accounting system in the 
organization may not collect all the data which is required to evaluate fully the results of 
training. Or perhaps there are other initiatives in the organization which may also contribute to 
performance improvements. Often, then, evaluation of training is seen as imprecise or just too 
hard. Managers would like to see it done, but are not sure of how go about it, and whether it will 
be effective. 
 
However, this does not mean that the search for evidence should be abandoned. In most 
cases, the best that can be achieved may be that the evidence is consistent with training have 
a positive impact on performance; but the acquisition of such evidence is still better than not 
trying to accumulate any evidence at all. Evidence that training is valuable will help managers 
to target their investment more effectively and will help gain employee commitment to training. 
Most critically, evidence of the value of training will help to ensure that investment in human 
capital is regarded as strategically important. 
 
Evaluation is an investment in progress, enabling the initiation and management of responsible 
and appropriate change. Thus it is important to be able to evaluate training initiatives and to 
assess their impact on training and strategic objectives.ò 

The findings from studies which have been conducted within workplaces, made possible with 
subjective, global judgements and non-trivial assumptions, are highly contextualised to the particular 
circumstances under which the research was conducted. Doucouliagos and Sgro (2000) outline why 
estimation and pragmatism drive much of the studies in this field: 

ñThe measures of the impact of training are by necessity only estimates. As noted by many 
researchers, it is rarely the case that conclusive proof will be found about any organisational 
intervention. Rather, analysts compile credible evidence about the impact of training. This 
evidence must satisfy a number of requirements. The data used must be of sufficient quality. 
The techniques applied must be scientifically valid, and the analysis should address the 
possibility that training may not be the only factor behind changes in performance.ò 

Research methods are often highly qualitative in nature, involving interviews with, and surveys of, 
participants, their supervisors and trainers ï a necessity when confronted with the paucity of 
quantifiable evidence of training impact held within existing systems (e.g. human resources, finance, 
training and development). In a bleak but corroborated assessment of workplace evaluation, Barker 
(2001) describes the current evidence base as:  ñproviding inconsequential reaction data and costly and 
time-consuming outcome data... With few exceptions, ROI articles present glowing reports but many 
studies would not meet academic research standards.ò  

Overall, it is clear that enterprises which have sponsored basic skills provision for their workers have 
been content with the experience (Ananadiou, Jenkins and Wolf, 2003). This is a non-trivial finding, 
since involvement in such a program is inevitably disruptive and costly, even when governments 
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provide subsidies to cover direct costs of instruction. In other respects, as already noted, the research 
base is extremely thin. Likewise, despite the cautionary language which is replete in much of the 
research literature and evaluation material, most authors are optimistic that ROI can be a useful tool for 
employers. 

3.2. Summary of workplace LLN evaluations 

Annex 4 summarises the major workplace LLN in Australia, New Zealand, Canada, United Kingdom, 
United States and a selection from other locations. In spite of the sizeable number of workplace 
schemes now available, very little evidence bears directly on how basic skills training impacts on any 
employer outcomes (Ananadiou, Jenkins and Wolf, 2003). While there is information at the macro level 
that establishes associations between variables such as literacy skills and income, there are very few 
evaluations on an initiative, program or company level that attempt to link benefits or outcomes directly 
to a particular intervention (Gray (2006). 

Gray (2006) observes a ñdearth of reliable evaluations of LLN initiatives and the difficulty of undertaking 
such evaluations. The difficulties are related to issues of perspective, measurement and attribution.ò 
According to Benseman and Sutton (2007), both the quantity and quality of LLN research have made 
great progress over recent years, due largely to the research programs of the National Research and 
Development Centre (NRDC) in England and the US-based National Centre for the Study of Adult 
Literacy and Learning (NCSALL). More recently, work undertaken by the Workbase centre in New 
Zealand, Skillnets in Ireland and Centre for Literacy in Canada have taken considerable steps towards 
improving the evidence base. Despite this progress, the field still lacks the funding, and subsequently 
the depth and quantity, of research studies that most other educational sectors have achieved. 

There are five landmark evaluations in the area of workplace literacy evaluation which are worth 
mentioning by name because of their significant contribution to the field:  

1. New Zealand - Department of Labour. (2010). Upskilling Partnership Program - evaluation 
report.  Wellington: Department of Labour. 

2. Canada - Palameta, B. et al. (2013). Meeting Expectations: Measuring the Impacts of 
Workplace Essential Skills Training Final Report of Measures of Success, The Centre for 
Literacy, Montreal. 

3. Canada - Gyarmati et al. (2014). UPSKILL: A Credible Test of Workplace Literacy and 
Essential Skills Training. Toronto: Social Research and Demonstration Corporation 

4. United Kingdom - Wolf, A., & Evans, K. (2011). Improving literacy at work. Abingdon Oxon: 
Routledge (Skills for Life) 

5. Australia - Pearson, Geoff (1996) "More than money can say: The impact of ESL and literacy 
training in the Australian workplace." Canberra, Department of Employment, Education, 
Training and Youth Affairs 

Unfortunately there are limitations in the extent to which evaluations can be compared. To illustrate this 
point Hollenback (2012) offers a scenario from an enterprise perspective: 

ñWhile the investment theory of trying to maximize ROI is conceptually easy to grasp, the actual 
calculations may require many assumptions and ñguesstimatesò about costs or benefits. This 
implies two things. First, since program administrators try to have as high an ROI as possible, if 
a ñguesstimateò needs to be used in an ROI calculation, and guesstimate no. 1 yields a higher 
ROI than guesstimate no. 2, program administrators have an incentive to justify and use no. 1. 
That is to say, in many instances, ROI calculations can be strategically gamed. This leads to 
the second implication: It will be very difficult to compare the ROIs from different programs if 
quite different assumptions are used in their calculations.ò 

The project review of earlier workplace evaluations highlighted the prevalence of survey and interview-
based data collection as proxies for quantitative data sourced from administrative systems. These 
comparatively newer approaches are typified in the óReturn on Expectationsô model, as used in the 
Canadian óMeasures of Successô study. In that case, it was observed that: 

ñROE can be an especially useful technique when businesses fail to track the data needed at 
the individual level, making it nearly impossible to isolate the specific effects of a training 
programéHowever, despite the value of an ROE evaluation, some training professionals will 
not give up conducting true ROI studies. 
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It is important to note that most research on the returns to workplace literacy programs use a 
qualitative methodology that draws on employersô perceptions. This is in part because few 
companies collect quantitative data on the benefits arising from the training they deliver to 
employees, and also because estimating ROI tends to be complex. Also, due the difficulty 
converting intangible benefits to monetary values, they are often excluded from ROI 
calculations, likely leading to underestimation.ò 

Most recently, Benseman (2014) comprehensively summarises these issues as follows: 

ñTo date, there is a large body of writing on the value of workplace LLN programs within 
companies (Ananiadou, Emslie-Henry, Evans, & Wolf, 2004; Ananiadou, Jenkins, & Wolf, 2003; 
Gray, 2006; Salomon, 2009), but little of this literature is based on original research studies. 
Instead, most focus on surveys of stakeholders' opinions or simple post-course evaluations 
rather than more rigorous studies involving pre-/post- course analyses. Much of the writing is 
focused on whether the courses are rated positively by stakeholders instead of demonstrating 
the impact on LLN skills, let alone any impact on workforce and company performance. 
Consequently, there have been consistent calls for improving the research rigor of studies in 
this area, particularly by including quantitative data (Mikulecky & Lloyd, 1993; Pye & Hattam, 
2008; Shi & Tsang, 2008).ò 
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CHAPTER 4 ð EVALUATION 

FRAMEWORK 
This chapter builds on the findings of this study and earlier research and evaluations (see Annexes 4 
and 5) to offer a new framework to assist employers, industry and other stakeholders with evaluating 
returns to individual enterprises from workplace literacy training. This framework is structured into three 
parts with underpinning tools, as shown in Figure 4.1. 

The first step ï to map the tools, data sources and appraisal of availability/quality available to the 
enterprise ï is vitally important as it is the óplanningô stage which sets the course for the evaluation and 
determines the types of data collected, when they are collected and, ultimately the costs and resourcing 
requirements of undertaking the exercise. Table 4.1 summarises the types of data which could be 
collected, possible information sources; and offers some general comments as to its overall availability 
and quality for the purpose of measuring ROI or cost/benefit analyses.  

The second step ï to decide which measures are the most important - requires a considered 
deliberation of the areas which the enterprise would like focus on. Earlier evaluations are unanimous in 
their findings that capturing the full cost is extremely challenging ï any estimate is likely to be an 
underestimate because of the scope of potential benefits and the time horizon of the evaluation. The 
menu of possible measures shown in Table 4.2 is an amalgam of lists identified in the research 
literature and earlier evaluations in Australia and overseas. These measures have been frequently 
reported by enterprises as having improved as a direct or indirect result of workplace literacy training.  

The third step ï to decide which level of evaluation to use ï requires an enterprise to reflect on the 
decisions they made in respect to Steps 1 and 2 in terms of:  

¶ availability and quality of data required to conduct a cost-benefit analysis,  

¶ type of research method (quantitative, qualitative, mixed methods);  

¶ areas of the enterprise which it will focus on and the specific measures it will seek to collect; 
and  

¶ the resourcing implications of collecting new or manipulating existing systems or datasets into a 
form useful for the evaluation. 

In making these decisions, enterprises can follow the steps outlined in Figure 3.1 to test their capacity 
to meet the objectives of their own evaluation and ensure a consistency of approach 

Table 4.3 shows the fourth step in the process which is to recognise and, where possible, control for the 
mediating factors which may impact on types, timing and quality of data collected. These factors are 
necessary but not sufficient conditions for ñsuccessò. The research literature is replete with examples of 
methods to, in some way, quarantine the effect of training from the multitude of factors and noise 
occurring within an enterprise at any given point of time ï not to mention at three separate points of 
time. 

The key is to follow the recommendations and guiding principles of the framework to apply a consistent 
and standard frame of judgement on the evaluation. Where there are factors which may impact on 
results, acknowledge their potential impact or attempt to mediate its effect by adapting the research 
method or incorporating additional data, but the key is to ensure transparency of approach. 

The least useful ROIs are those which espouse a return, high or otherwise, without revealing how data 
were collected or how the calculations were made. Without a transparency of approach, a benchmark 
with which to compare the return, or an understanding of what data elements were in scope, the users 
of such information are at best reassured of their investment but ultimately ignorant as to why and at 
worst, misled. 

Finally, the set of data collection instruments which were developed and piloted with the seven 
participating enterprises in this study provide a starting point for future evaluation work in this area. 
These instruments are attached in Annex 1 and 2. 
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Figure 4.1: Components of Evaluation Framework 
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Table 4.1 Map of tools, data sources and appraisal of data availability/quality 

 Quantitative Qualitative 
 Research 

methods / tools 
Data sources Data availability / 

quality 
Research 
methods / tools 

Data sources Data availability / 
quality 

Category 1:  
Costs 
 
- Direct 
- Indirect 

Return on 
Investment 
model________ 
 
Existing 
information 
systems 
 
Customised 
data collection 
tools 

 
 
________ 
 
Finance unit  
 
Trainer(s) 

 
 
_____________ 
 
Availability: 
Generally good 
 
Quality: 
Indirect/in-kind 
costs may not be 
complete 

   

Category 2:  
Tangible benefits 
 

a) Productivity and 
efficiency 

b) Sales and 
profitability 

c) Quality of 
products and 
services 

d) Customer service 
and satisfaction 

e) Occupational 
health and safety 

f) Organisational 
learning and 
development 

g) Organisational 
climate, culture 
and practices 

Return on 
Investment 
model________ 
 
Existing 
information 
systems  
 
Minimise 
reporting 
burden on 
enterprise 
 
Customised 
data collection 
tools to fill gaps 

 
 
___________ 
 
Finance unit  
 
HR unit 
 
Quality unit 
 
Marketing 
unit 
 

 
 
_____________ 
 
Availability: 
Extremely limited 
for this purpose ς 
a key barrier to 
conducting a ROI 
calculation 
 
Quality: 
Direct link to 
training is weak 
 
Isolating net 
benefit 
 
Extracting data 
only on training 
group can be 
challenging 

Return on 
Expectations 
model________ 
 
Interviews, 
surveys to 
compare 
pre/post 
expectations, 
perceptions, 
observations, 
reflections of 
training and its 
objectives/ 
outcomes 
 
 

 
 
___________ 
 
Workers 
 
Supervisors  
 
Management 
 
Trainers 
 
Customers 
 
Other 
stakeholders 
 
 

 
 
_____________ 
 
Availability: 
Data can be collected 
if management see 
value and staff are 
compelled to 
participate 
 
Quality: 
May be good quality if 
collected with sound 
instruments but 
findings lack 
transferability ς ROE is 
not ROI 

Category 3:  
Intangible benefits 
 

a) Worker (skills 
gains and future 
plans) 

b) Worker 
(psychosocial 
and well-being) 

c) Worker 
(workplace 
practices) 

d) Enterprise and 
management 

e) Government and 
wider-
community 

Estimates 
which quantify 
the unit value 
of intangible 
benefits 
 
 
 
 

   
 
___________ 
 
LLN/skills 
assessments 
Australian Core 
Skills 
Framework 
(ACSF) 
Core Skills for 
Work (CSfW) 
Core Skills 
Profile for 
Adults (CSPA) 
 
Psychological 
assessment 
tools 
 
Existing worker/ 
manager survey 
tools 
HR survey tools 
 

 
 
___________ 
 
Workers 
 
Supervisors  
 
Management 
 
Trainers 
 
Customers 
 
Other 
stakeholders 
 
 
 

 
 
_____________ 
 
Availability: 
Only a small 
proportion of WELL 
programs conduct 
pre/post ACSF 
assessments 
 
Other tools may be 
deployed at 
ƳŀƴŀƎŜƳŜƴǘΩǎ 
discretion 
 
Quality: 
Conversion of changes 
in a άǳƴƛǘέ of 
intangible benefit to a 
financial value ςlittle 
agreement about how 
best to do this in 
theory or practice 



Investing in Workforce Literacy Pays  

 

 
AUSTRALIAN INDUSTRY GROUP AUGUST 2015  

16 

Table 4.2 Menu of specific costs and returns measures 

TRAINING COSTS TRAINING BENEFITS 

CATEGORY 1: COSTS CATEGORY 2: TANGIBLE BENEFITS CATEGORY 3: INTANGIBLE BENEFITS 

QUANTITATIVE QUANTITATIVE + MIXED METHOD QUALITATIVE 

Direct Training Costs for Employers 

1. cost of needs analysis/surveys 

2. course design, development, or 

purchase 

3. salary of instructor and/or 

consultant 

4. salary of staff while on training 

5. offsite travel, lodging, and meals 

6. facilities rented or allocated 

7. equipment and hardware 

8. instructional and testing 

materials 

9. course/training evaluation 

10. other direct training cost for 

employers 

 
Direct Training Costs for Individuals 

11. tuition 

12. childcare 

13. books and materials 

14. equipment, e.g., computer 

15. travel / parking 

16. special fees, e.g., library 

17. loss of income 

18. other direct training cost for 

individuals 

 
Intangible Training Costs 

19. loss of productivity while trainees 

are attending training 

20. other employee time related to 

training, e.g., manager time 

helping to apply training 

21. missed opportunity cost 

22. induction costs 

23. cost of replacing the employee 

while s/he is attending the course 

24. maintenance costs, e.g., mail, 

transport, refreshments, record 

keeping, stationery, 

accommodation 

25. higher wastage rates until the 

trainee is fully proficient 

26. recruitment of training staff or 

selection of training package 

27. the risk that a more highly trained 

employee may then obtain 

another job 

28. other intangible training cost for 

employers 

 

+ Government subsidy contribution 

A.     Productivity and efficiency_______________ 

1. reduced supervision time (hours, $) 

2. worker hours saved as more capable of 

independent work (hours, $) 

3. reduced help from co-workers (hours, $) 

4. production costs per unit ($) 

5. increased output per employee ($) 

6. reduced downtime (hours, $) 

7. reduced  stoppages / shutdowns / breakdowns 

(hours, $) 

8. reduced response time (hours, $) 

9. reduced overtime (hours, $) 

10. fewer employees needed ($) 

11. broadening the range of workers' tasks 

B.     Sales and profitability___________________ 

12. increased sales ($) 

13. improved profitability ($) 

14. improved competitiveness ($) 

C.     Quality of products and services___________ 

15. reduced waste or scrap ($) 

16. fewer mistakes / errors ($ of reworking) 

17. reduced calls to help line (time, $) 

18. reduced legal costs ($) 

19. reduced insurance costs ($) 

20. cost savings of project failure ($) 

D.     Customer service and satisfaction_________ 

21. improved customer satisfaction levels 

22. repeat business 

23. new business from client referrals 

24. number of complaints / lost business 

E.     Occupational health and safety____________ 

25. improved safety record 

26. reduced employee use of dispensary 

27. reduced safety-rule violations 

F.     Org. learning and development____________ 

28. increased number of training programs 

29. increased number of internal promotions 

G.     Org. climate, culture and practices_________ 

30. reduced employee turnover ($ cost savings of 

recruitment, orientation and induction of new 

staff, loss of corporate memory) 

31. reduced employee absenteeism / tardiness 

32. reduced need for outsourcing ($) 

33. reduced employee grievances 

34. fewer disputes / strikes / grievances 

35. reduced discrimination charges 

36. improved understanding of markets 

37. increased number of pay increases 

38. number of requests for transfer 

39. improved performance-appraisal ratings 

40. implementation of new ideas 

41. number of employee suggestions 

42. improved other tangible benefit(s) 

A.     Worker (skill gains and future plans)________ 

43. improvements in language, literacy and 

numeracy skills 

44. improvements in technical skills 

45. participation in further education and training 

46. improved understanding of new technologies 

47. more portable employee skills and job mobility 

48. improved prospects for advancement 

B.     Worker (psychosocial and well-being)_______ 

49. improved employee self-confidence / self-

esteem 

50. improved employee morale 

51. reduced employee stress 

52. improved employee motivation 

53. improved employee resilience 

54. improved employee trust 

55. improved physical and mental health 

C.     Worker (workplace practices)______________ 

56. improved employee pay and benefits 

57. greater employee job satisfaction 

58. better understanding of job requirements, work 

procedures and organisation 

59. more participation in committees, working 

groups, staff rep. roles etc 

60. improved perceptions of job 

61. improved decisions made 

62. more problems solved 

63. improved employee work ethic 

64. greater employee job security 

65. more engaged with  enterprise 

66. increased use by standardized tools, 

documentation, frameworks etc  

D.     Enterprise and management_______________ 

67. supported successful completion of other 

project 

68. better management-employee (workplace) 

relations 

69. more co-operation among employees 

70. fewer internal conflicts 

71. greater employee flexibility 

72. remediated workers' inadequate pre-

employment skill levels 

73. assisted with meeting changing skills 

requirements 

74. assists with developing a culture of learning 

75. supports social inclusion / cohesion 

E.     Government and wider-community_________ 

76. reduced reliance on welfare 

77. increased tax base 

78. home life (e.g. parents reading to children, use 

of library services, job search) 

79. improved other intangible benefit(s) 

Source: Adapted from Barker, 2001 and Moy and McDonald, 2001 
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Figure 4.1 Phillips/Kirkpatrick Evaluation Model applied to the context of workplace LLN training 

 

 
 
STEPS 3 and 4: 
Decide on data collection approach 
Costs: Direct and Indirect 
Tangible benefits (ROI/ROE): Productivity and 
efficiency // Sales and profitability // Quality of 
products and services // Customer service and 
satisfaction // OHS // Org. learning and development 
// Org. climate, culture and practices 
Intangible benefits (ROE): Worker (skills gains and 
future plans) // Worker (psychosocial and well-being) 
// Worker (workplace practices) // Enterprise and 
management // Government and wider-community 

STEP 1: 
Develop 
objective of 
solution(s) 

STEP 2:  
Develop 
evaluation plans 
and baseline data 

STEP 3: 
Collect data 
during training 
implementation 

STEP 4: 
Collect data after 
training 
implementation 

 

STEP 5: 
Isolate the 
effects 

STEP 6: 
Convert data 
to monetary 
value 

STEP 9: 
Calculate ROI 

STEP 10: 
Generate 
impact 
study 

STEP 8: 
Tabulate 
costs of 
solution 

STEP 7: 
Identify 
intangible 
measures 
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Data collection 
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STEP 9: 
Run ROTI calculation to estimate the 
net impact of training 
 

STEP 2:  
Decide on a research method 
Quantitative 

¶ documents and records (e.g., 
number of accidents, grievances) 

¶ performance tracking 
 
Qualitative 

¶ opinion surveys of individuals or 
focus groups 

¶ observation 

¶ one-on-one interviews 
 

STEP 5: 

¶ Business factors 

¶ Program design factors 

¶ Employee cohort factors 
Use appropriate statistical techniques to isolate effects 
Å control groups 
Å panel, historical data, forecasting 
Å participant supervisor or management estimations 
Å customer input 
Å expert estimation 
Å subordinate input 
 

 

STEP 6: 
Convert data to monetary 
value 

STEP 1:  
Planning and clarity of purpose is key  
Stakeholder engagement 
Training needs analysis 
Employer information needs 

STEP 7: 
Identify intangible measures through 
surveys, interviews and workplace 
observation 

STEP 8: Tabulate costs of 
solution 
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Table 4.3 List of processes and factors which may impact on results 

Category 1: Workplace Training Process  Category 2: Individual mediating and moderating 
factors  

Type of skills training 

Purpose  

Business Alignment 

Match to learner needs and goals (design) 

Contextualised training content/curriculum (design) 

Assessment and evaluation (design) 

Teaching style (delivery) 

Flexible and customised delivery model 

Duration 

Intensity 

Timing of instruction 

Instructorôs teaching ability 

Class size 

Contact hours 

Training take-up 

Completion of training activity 

Participant reaction to training 

Participant engagement in training 

Participant awareness and intentionality 

Demographics 

Life course circumstances 

Employment characteristics 

Participant activity limitation / baseline health 

Initial cognitive skills 

Initial non-cognitive skills 

Prior educational experiences 

Participation in other training programs, e.g. 

¶ Technical, vocational, reskilling  

¶ Documentation 

¶ OH&S 

¶ Hygiene and sanitation 

¶ Team work 

¶ Cultural diversity and awareness 

¶ Customer service 

¶ Conflict resolution 

¶ Communication and negotiation 

¶ Waste management 

¶ ICT/digital literacy 

Category 3: Workplace mediating and moderating 
factors  

Employer/manager awareness and expectations 

Employment/manager support for training 

Coaching and reinforcement 

Workplace culture 

Access to resources and supports 

Opportunities 

Work processes 

Incentive structures 

Clarity of roles and expectations 

Financial health of organisation 

Implementation of new processes / technologies / 
policies 

Restructuring and organisational change 

Category 4: Influencing factors  

Public policy and programs 

Socio-economic conditions 

Market conditions (customers, competition and 
demand) 

Labour market 

 Research and innovation 

 External knowledge, partnerships and networks 

Source: Adapted from Measures of Success Research Framework, (2011). Human Resources and Skills 
Development Canada. 
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CHAPTER 5 ð CASE STUDIES 
This chapter presents seven case studies of Australian enterprises that participated in this pilot study. 
The case studies are referenced against the evaluation framework described in Chapter 4. A full 
appraisal of the availability, completeness and quality of these data is included in the methodology 
(Chapter 2).  

In four cases ROI calculations have been estimated ï Enterprises A, B, E and F. The study has 
uncovered a suite of recurring themes which affirm and add to earlier research and evaluations in this 
field. These results also offer new insights into the ways in which employers conceive of and utilise 
such training at enterprise level. More often it is used to facilitate wider organisation change or the 
introduction of parallel programs rather than as a discrete program. 

Despite the difficulties in quantifying the change, the resulting case studies offer many and varied 
illustrative examples of the ways in which such training positively impacts upon enterprises. 
Interviewees at various levels of these organisations attest to the value added by workplace LLN 
training to the overall operations of their business, particularly in terms of the productive capacity, 
professional advancement and interpersonal skills of their workforce. 

To put the case studies in context, Table 5.1 summarises each program in terms of their key themes, 
location, industry sector and participation. Most participating enterprises were small-medium enterprises 
and were based in Victoria, New South Australia, South Australia or Tasmania. 
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Table 5.1 Profile of participating enterprises and programs 
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 Data completeness / quality ï 

evidence of financial impact 
Training impact 

A ñSupporting Lean 
manufacturing and enhancing 
worker engagementò 

NSW Manufacturing  Small 30 Data-driven culture uses multiple 
indicators to monitor change. 

132% return from dual-program 

B ñImproving documentation to 
enhance organisational 
cultureò 

SA Aged Care Small 27 Monetised changes in supervisor time 
across all data collection points 

117.5% - savings through reduced 
documentation errors 

C ñReducing supervision time 
and improving qualityò 

Vic Manufacturing Small 5 Very small scale program ï individual 
ñstoriesò not aggregate benefits 

Anecdotal but management still very 
positive re overall impact 

D ñSupporting workforce 
engagement and worker 
advancementò  

NSW Building and 
construction 

Large ~350 Large, complex and multi-faceted 
program made data collection difficult 

Difficult to quantify across entire 
program ï sub-program identified 
$192,600 in savings 

E ñSupporting new technologies 
and improve workforce 
efficiencyò 

Tas Utilities Medium 130 ROI calculated based on unit 
improvements in service orders 

102% at one site based on efficiency 
improvements 

F ñSupporting workplace health 
and safety trainingò 

SA Manufacturing Medium 15 Multi-layered program produced 
measurable sub-set of data 

163% return from error reduction and 
saved supervision time 

G ñReducing  turnover and 
improving employee 
engagementò 

Vic Aged Care Medium 60 Systems and data capture not ideal for 
this purpose 

Anecdotal and important part of 
orientation ï improving 
documentation and maximising call 
on government funding 
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5.1. Enterprise A - ñSupporting Lean manufacturing and enhancing worker engagementò 

Location:  New South Wales, Western, non-metropolitan 

Industry sector:  Manufacturing 

Description of employer and its workforce:   

For more than 20 years, Enterprise A has been growing, packing, marketing and distributing products to 
supermarkets, food processors and independent grocers in Australian and overseas.  

Description of program:  

The workplace literacy training program operated from March 2013 - March 2014. It was implemented 
to support other training associated with the Lean Manufacturing approach as well as other systems 
and process roll-outs including a waste reduction program. The employer sees the WELL training and 
vocational training offered on site as being linked ï ñwe needed bothò to get the outcomes that were 
needed. Employees were released for training during the day for a two hour period on a bi-weekly 
basis. The other week they attended the Lean Manufacturing program. The employees were organised 
into three groups for the training. 

There were 31 participants at the main New South Wales (NSW) site. Almost all participants are of 
Cambodian nationality and there are significant English proficiency issues. The workforce is described 
as being very loyal with most having been employed with the organisation for some years. Some WELL 
participants are pre-literate and most of the others are considered to be at ACSF Level 1 or low 2. The 
target group for training is at the lowest pay rate working in menial job roles (e.g. packing, sorting). The 
workers were perceived to not have the LLN skills or confidence to enrol in a vocational program (e.g. 
Certificate II in Food Processing). 

Results:  

There are both qualitative and quantitative benefits derived from participation in the WELL program. 
The view of the employer is that the WELL program brought ñhuge benefitsò and that ñworkers now 
understand what they are doingò. The program has developed the workplace culture through building 
worker confidence, positively impacting on worker psyche, improving basic skills and encouraging 
communication with other workers, managers and subordinates. The site manager said that ñI can 
communicate with employees where I never could beforeò. 

The program is considered as ña way to help them [the workers] participate actively with the rest of the 
team and advance, go to a higher pay gradeò. The observation from the floor is that workers are more 
likely to ñask questions, give answers, initiating the conversations where they never did beforeò

15
. 

The employer now finds that when something goes wrong, workers now come forward with solutions 
where once they would have waited for the supervisor to fix it

16
. They now also work together which is 

necessary for a Lean Manufacturing model to succeed
17

. Workers are now making better judgments 
about whether to pack a product which has impacts on the quality of products and downstream impacts 
on customer satisfaction, repeat business and so on. 

The employer uses WELL to ñintroduce trainingò ï a stepping stone towards more learning and 
openness to further education and training. In terms of the ACSF, these shifts can be applied to 
measures such as the ability to: apply knowledge and share with others; and apply strategies for 
managing own learning. 

The ACSF results indicate a significant qualitative benefit for participating employees. All employees 
participated in a pre and post assessment across all five core skills of the ACSF. There were 11 
separate assessments across these core skills. The following examples illustrate one each of these 
assessments for each core skill across the full group of participants. 

                                                            
15

 Refer to Core Skills for Work óCommunicate for workô - this shows a clear progression from Stage 1 to Stage 2. 
16

 Refer to Core Skills for Work: óIdentify and Solve problemsô  from Stage 1 to 2 
17

 Refer to Connect and work with othersô Stage 1 to 2 
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Figure 5.1 Enterprise A ï Learning Core Skill 1.01 ï 4.01 

Indicator Description: Active awareness of self as a learner, planning and management of learning 

 

Source: Enterprise A WELL Program 

This was the core skill area that produced the most change. These assessments indicate that prior to 
training there were 20 assessments below level three but only 9 after the completion of the training. 
Those at or above level three increased from 10 to 19 during this period. 

Figure 5.2 Enterprise A ï Reading Core Skill 1.03 ï 4.03 

Indicator Description: Audience, purpose and decision-making 

 

Source: Enterprise A WELL Program 

 

For this assessment there were 22 participants below level three prior to training and only 12 after the 
training. The number of participants at or above level 3 doubled from 8 to 16 during this period. 
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Figure 5.3 Enterprise A ï Writing Core Skill 1.05 ï 4.05 

Indicator Description: Audience, purpose and meaning-making 

  

Source: Enterprise A WELL Program 

 

For this assessment there were 22 participants below level three prior to training and 15 after training. 
Those participants with a level 3 or above assessment increased from 7 to 12. 

 
Figure 5.4 Enterprise A ï Oral Communication Core Skill 1.07 ï 4.07 

Indicator Description: Speaking 

 

Source: Enterprise A WELL Program 

 

For this assessment there were 16 participants below level three prior to the training and this was 
reduced to 12 after the training. Those above level three increased marginally from 13 to 15. 
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Figure 5.5 Enterprise A ï Numeracy Core Skill 1.09 ï 4.09 

Indicator Description: Identifying mathematical information and meaning in activities and texts 

  

Source: Enterprise A WELL Program 

This was the core skill area that demonstrated the least change. Prior to the training there were 17 
participants below level three and 15 after the training. For those participants at level three or above 
there was no change ï both are 13. 

In addition to consideration of the group results the following results were achieved by individuals in 
total.  

Figure 5.6 Enterprise A ï Total Number of ACSF Level Changes 

 

Source: Enterprise A WELL Program 

 

These results indicate that the core skill of Learning produced the greatest number of individual 
changes (27) and Numeracy produced the least (2). Overall five individual participants did not achieve a 
level change in any core skill and four were not assessed after the training as their pre-assessment 
results were pre-level one. 
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Using a ñmatched plantò approach, the enterprise can point to another site in Queensland which is more 
technologically advanced and has lower cost base but currently less effective than the NSW site where 
the WELL and vocational training program is operating. Enterprise statistics show that the NSW site is a 
lower cost producer than 12 months ago, with no change in technology. Recent workers compensation 
statistics show major improvement which reduces cost to the community as well as to the enterprise. 
Workers now understand safety and the WH&S measures work ï ñnow they advise us of issues and we 
fix them ï before this did not happenò. The level of workers compensation at the Queensland site is 
óhugeô despite that factory being more technologically advanced than the NSW plant. There are a range 
of reasons for these findings ï as described in earlier chapters ï but NSW is considered more cost-
effective even allowing for other factors ñbecause they [the workers] get it [Lean Manufacturing]ò.  

Figure 5.7shows a scenario under which LLN training is or is not offered to a workforce in the 
manufacturing sector based on the experiences of Enterprise A. There is an evident ñknock-onò effect 
which could logically produce significant benefits or costs to the enterprise. 

Figure 5.7 Enterprise A ï Exemplar scenarios in the manufacturing sector 

 

At Enterprise A the WELL program was delivered concurrently with a Competitive Systems and 
Practices qualification (lean manufacturing) to all of the employees by the same trainer and RTO. It is 
accordingly very difficult to isolate the benefits of each training program separately. Nevertheless, the 
General Manager at the enterprise indicated that the lean benefits flowing to the organisation could not 
have occurred without the WELL program. On a previous occasion a lean manufacturing training 
program was unsuccessfully attempted by itself. 
 
Given this, to calculate quantitative measures, the program costs included the cost of the lean 
manufacturing program. This was not a significant cost given the government rebate for this program. 
Program benefits at this site were determined as savings to the enterprise. All of the program benefits 
are company savings over a year. The company identified four main areas of savings. 
 

1. Injury rates: prior to the implementation of training the injury rates were reflected in a 

WorkCover premium of 5%. After the completion of the training this was reduced to 3.7% which 

amounts to a saving of $1,300 per week to the organisation.  The Lost Time through Injury (LTI) 
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measure has been maintained at zero since the training was implemented mid-2013. The 

WELL contribution to this outcome was increased proficiency by employees completing incident 

reports and their increased confidence to communicate WHS issues in the workplace. 

 
2. Energy Savings: the enterprise has instigated a number of energy saving strategies as a result 

of the training, such as the installation of sensor lights to save power. Based on the initial 

savings in recent months the projected annual savings will be $42,000. The WELL program 

contributed to this by increasing the communication skills of the employees. It was only through 

more effective oral and written communication that the employees were able to implement 

these measures. 

 
3. Labour Savings: employees participated in problem solving training. They identified that they 

were losing production time when forklifts were not available to move raw materials. This was 

impacting on Units per Hour (UPH) and it had the potential to cause late deliveries. There were 

also labour wastes associated with waiting for product to be moved. Employees were able to 

calculate downtime of 316 hours per year. To identify a savings amount this was multiplied by 

the average hourly wage cost of the employees of $26 which in turn produces an annual saving 

of $8,216. Employees identified the root cause of downtime was poor communication between 

work groups. They then implemented a new system for communicating priorities between the 

work areas. This saving could only be achieved as a result of the increased communication 

skills between floor employees and the fork lift drivers. 

 
4. Recycling Waste: reducing waste is a major focus of the enterprise given that it deals with 

fresh produce.  The lean manufacturing training program led to the establishment of a greater 

range of recycling bins. The increased communication and reading skills delivered through the 

WELL program enabled this process to be used efficiently. As a result the expense of waste 

collection for the organisation has been reduced from $5,500 per month to $4,000 per month 

with a projected annual savings of $18,000. 

These calculations are summarised in the following table: 
 
 
 
 
Table 5.2 Enterprise A ï Estimated Return on investment 

 Program Costs Amount 

1 Employer contribution to WELL Program 

Staff Labour Costs for employer [staff paid to attend training] 

$10,000 

$73,000 

2 Lean Manufacturing Program [$85,000 - $64,800 Government Rebate] $20,200 

 Total $103,200 

 Program Benefits Amount 

 1. Injury Rates [WorkCover premium reduced from 5% to 3.7% saving 
$1,300 per week] 

$67,860 

 2. Energy Savings  $42,000 

 3. Labour Saving [more efficient practices saved 319 hours pa @ cost 
of $26 per hour per employee] 

$8,216 

 4. Recycling Waste [less waste saving of $1,500 per month] $18,000 

 Total $136,076 

 Return on Investment 
Program Benefits/Program Costs x 100 
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$136,077/$103,200 x 100 
131.8% 

Source: Enterprise A WELL Program 

 
The ROI of 131.8% is understated given that it excludes the flow-on effects to production of efficiency 
gains which are substantial but not reported due to commercial sensitivities.  

The results of training within this enterprise are uniformly positive. The site manger believes that: ñif I 
didnôt have the WELL program, there would be zero opportunity to reduce my cost baseò. The employer 
believes that without WELL as part of that approach: 

ñWe couldnôt have any productivity gain without the training. Training is a benefit - WELL and 
employability skills all come into it, but not WELL in isolation.ò   General Manager 

Combining WELL with a Lean Manufacturing model was seen as an opportunity to improve the cost 
base and improve productivity. The perspective of this employer is that Lean saves money but workers 
need language to understand the concepts of the Lean approach. Productivity improves because staff 

are engaged. The observations are that ñthey think about what they are doing, and care about itò
18

. 

Overall:  

The employer recognises that it is very difficult to quote a dollar value and that outcomes are generally 
more qualitative. They say that it can be difficult to convince directors that training reduces costs by a 
specific amount.  

ñIôve got to justify investments in productivity and efficiencyò.  

The training is also valued as the efficiency dividends wherever possible are reinvested to drive further 
growth and profitability. Twelve years ago the company had one site, now it has six sites in three states. 

The employer sees a need to position WELL, and programs like it, as ña way to support your staff not 
about a direct cost savingò. The employer believes it is important to focus on areas of business and 
design the training around that need ï in this case the support of a labour productivity program. The 
employer believes that there is a ñmultiplier effectò as ñI get such a much better outcomeô [by adding 
WELL to LEAN]. 

Among the many mediating factors described in earlier chapters is the quality of training and the trainer 
involved. This enterprise found that ñthe trainer is the keyò. The suggestion of training frameworks and 
matrices can benefit management to ñshine light on gapsò. The production manager has mapped 
knowledge and skills for each staff member.  

 

 ñit will improve productivity [but] itôs a longer term strategy to improve workforce engagement ï 
productivity increases because staff are engagedò. General Manager 

  

                                                            
18

 Refer to Core Skills for Work óWork with roles rights and protocolsô - this registers as shift from Stage1 to aspects 

of Stage 3. 
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5.2. Enterprise B - ñImproving documentation to enhance organisational cultureò 

Location: South Australia, north-metropolitan suburbs 

Industry sector: Health and Community Services - Residential Aged Care 

Description of employer and its workforce:  

This organisation provides a mix of high-care and low-care services, a dementia unit and a series of 
independent living units catering to around 63 residents. The site is part of a nationwide chain of aged 
care facilities. 

Description of program:  

The training program operated from January 2013 - January 2014. It was delivered over 238 program 
hours to 40 employees. The program has been well-received and supported by management. 

The focus of the program was to have coverage of supervision and responsibilities; standards of service 
delivery; workplace culture; open communication; and worker performance.  

Results:  

There have been both qualitative and quantitative results from the WELL program. In terms of 
immediate benefits for the employees the Australian Core Skills Framework (ACSF) results indicate 
areas of improvement. All employees were assessed before and after the training across the four main 
skills of learning, reading, writing and oral communication. 

 

Figure 5.8 Enterprise B ï Learning Core Skills 

Indicator Description: Active awareness of self as a learner, planning and management of learning 

 

Source: Enterprise B WELL Program 

The key improvement is the significant movement of 17 individual performances from level 2 to level 
three and a slight expansion at level four. Prior to the training there were 22 assessments below level 
three and after the training there were only two. This means that 38 out of the group of 40 are now at 
ACSF level three and above. 

 

Figure 5.9 Enterprise B ï Reading Core Skill 

Indicator Description: Audience, purpose and decision-making 
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Source: Enterprise B WELL Program 

 

Prior to the WELL training there were 10 participants below level three and this was reduced to only two 
after training. Once again there was significant movement in assessments from level two to level three. 
The group was relatively strong in reading prior to the training with 26 at level three. After training 38 out 
of the group of 40 were assessed at ACSF level three or above. 

 

Figure 5.10 Enterprise B ï Writing Core Skill 

Indicator 
Description: 
Audience, 

purpose and 
meaning-making 

 

 

Source: Enterprise B WELL Program 

 

The improvement in the writing core skill was less dramatic than other areas. Prior to the training there 
were 27 assessments below level three which was reduced to 14 after the training. In total, 26 out of the 
group of 40 have been assessed at ACSF level three and above. 
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Figure 5.11 Enterprise B ï Oral Communication Core Skill 

Indicator Description: Speaking 

 

Source: Enterprise B WELL Program 

In relation to the final core skill there were 12 assessments below level three prior to the 
commencement of the training. This was reduced to four following the training There was a relatively 
strong performance of 24 at level three prior to the training. Overall some 36 out of the group of 40 have 
been assessed at level three and above. 

Since the WELL training program carersô data entry speed and accuracy has improved when entering 
information as validated by the Clinical Nurse Consultant (CNC). Aged Care Funding Instrument (ACFI) 
documentation has improved in terms of accuracy - this is vitally important as it is linked to funding and 
service provision. 

Since the training commenced, carers more regularly access and read progress notes. They have a 
better understanding of what is required for reporting purposes. Their notes show improved accuracy 
and brevity. Carers are showing a greater understanding of cultural diversity and there is an observed 
reduction in anxiety between staff. There have been no cultural based incidents since the training. The 
team work between staff has improved as they have been supportive of one another in terms of 
learning about progress notes.  

The CNC observed on many occasions while on duty that the staff's teamwork has improved, with 
communication between staff being less tense with the better understanding of cultural differences.   

ñWith good communication and teamwork this benefits not only the staff, but ultimately our residents, 
with the best possible care being providedò - Clinical Nurse Consultant 

As a result of training, the Supervisors gave their full support to assisting the carers if required with 
progress notes.  

WHS is not the primary focus of this WELL training program, but improvement in core skills has resulted 
in overall improvement of WHS reporting and documentation. There is evidence for this in observations 
of more accurate reading and reporting of information relating to the health of the residents and 
reporting of what is observed by carers. Overall, with improved team work, more efficient reading of the 
progress notes (staff understand what may/or may not be required for the resident care needs when 
reading the progress notes), the staff have become more resident-focused rather than task focused, 
which improves the safety of both staff and residents - ñthey are no longer working to the clockò'. 

Senior staff members have noticed greater accuracy and hence less of their time is required to correct 
omissions and mistakes. Carers better understand the importance of reading progress notes when 
coming on duty and following any directions within them as demonstrated by their increased compliance 
in reading the notes prior to shift. The carers see the importance and value of reading and writing 
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accurately in order to provide high quality care. There has been a reduction in the number of 
grammatical errors that are in each progress note written by the carers. This is because they have 
learnt how to reduce sentence complexity to be more grammatically accurate.  The carers also are 
being more supportive of one another in how to write the notes. Management has noticed greater 
accuracy and hence less of their time is being used to correct omissions and mistakes.  

Figure 5.12 shows a scenario under which LLN training is or is not offered to a workforce in the aged 
and residential sector based on the experiences of Enterprise B. The link between accuracy of 
documentation and the introduction of ñhealth literacyò has a direct ñknock-onò effect in terms of capacity 
to call on Aged Care Funding Instrument (ACFI) funds ï a vitally important source of funding. The 
corresponding decision to not offer training, when taken to an extreme, could result in dire 
circumstances for a service provider in this sector if there are widespread issues with language, literacy 
(including health literacy) and numeracy. 

Figure 5.12 Enterprise B ï Exemplar scenarios in the aged care sector 

 

 

There is a focus through WELL on ñcritical information reportingò so as to reduce the use of extraneous 
or descriptive language by carers which does not assist the nurses with their role. The documentation of 
irrelevant language and information can add little value but add considerable labour costs. The training 
has also assisted carers to understand their role within a wider organisational process which can enable 
more efficient use of time and reduced need for supervision - òthey understand why itôs ready and what 
they need to do as a resultò. 

In terms of awareness of job requirements and work procedures, ñparticipants have stated an increased 
understanding of documentation requirements to meet accreditation standardsò. The number of 
documented errors has reduced significantly. Staff identified that they feel more confident in completing 
the Progress Notes documentation, but this will be followed up with additional training. The small 
groups indicated that they felt more confident about the writing requirements and demonstrated the 
ability to support and mentor other members of the team who were not as confident or skilled. 

Table 5.3 shows the results from improvement in supervision labour costs. These changes come as a 
result of improved documentation skills among carers which result in fewer hours among higher level 
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nursing staff to correct and rework. Management initially took 20 mins to read and correct the notes of 6 
carers and after training the time spent was 5 minutes. Prior to training, the average time taken was 5 
minutes by the carers compared to 2 minutes for each carer after training. This is a substantial time 
saving when multiplied by the number of carers (currently around 30). The resulting ROI from these 
micro time changes, converted to hours and monetised with staff wages, is 117.5  percent.  

Following the training on ódocumentationô, and reading progress notes, the CNC found there has been a 
reduction in corrections required by management, which equates to a saving of 30 minutes each day of 
the management team's time. One of the interesting changes in Core Skills was the difference in 
attention paid to spelling. When the program commenced many of the participants used the excuse I 
am a poor speller and that is why there are mistakes. 

At the end of the WELL training in writing and spelling program the participants were checking their own 
spelling and some had started to make lists of key words that they would use often. The positive was 
that they were now more supportive of each other and were willing to check if they did not know rather 
than leave mistakes.  The oral communication skills of the participants also showed improvement as 
they more clearly explained ñwhat happenedò conveying key information concisely. 
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Table 5.3 Enterprise B ï Employer Benefit: labour cost savings post-training  

 

Labour cost savings benefit 

Before 
(or near) 
start of 
training 

Directly  
after 

training 
finishes 

6 months 
after 

training 
finishes 

Change 
directly 

after 

Change 
6 months 

after 

 Hours supervisors work with 
trainees 

     

A Number of supervisors 1 1 1   

B Hours per group 9.3 2.8 2.8 6.5 6.5 

C Supervisor wages $50.60 $50.60 $50.60   

AxBxC=D Labour costs (supervisor) $471 $142 $142 $329 $329 

E Number of groups 4 4 4   

DxE Labour costs (supervisor) x  
groups 

$1,882 $567 $567 $1,316 $1,316 

 WELL trainees complete key tasks      

I Hours to complete 
documentation 

17.5 10.5 7 7 10.5 

J Trainee wages $33.10 $33.10 $33.10   

IxJ=K Costs $579 $348 $232 $232 $348 

L Number of trainees 30 30 30   

KxL Labour costs (worker) x # 
trainees 

$15,640 $9,384 $6,256 $6,256 $10,440 

M Annual cost savings    $7,572 $11,756 

 
Employer Costs 

 Project costs $ 

 Total Project costs $35,576 

 Commonwealth funding under the WELL program $27,676 

 Employer contribution $7,900 

 Additional costs to employer, including in-kind, for WELL program   

 Cost of additional staff to support training (e.g. Operations manager) $1000 

 Expenditure on training materials (e.g. computers, printing) $80 

 Expenditure on program development/customisation $1000 

 Other, please identify: Photocopying $25 

N Total employer contribution $10,005 

   

M/N (%) Annualised Return on Investment (ROI %)  117.5% 
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5.3. Enterprise C - ñReducing supervision time and improving qualityò 

Location: Victoria, outer metropolitan Melbourne 

Industry sector: Manufacturing, industrial detergents 

Description of employer and its workforce:  

This enterprise manufactures and supplies industrial detergents. In 2007 the enterprise became part of 
a larger US company with a workforce in excess of 60,000. A range of industries are served including 
mining, food processing, engineering, hospitality, health care, transport maintenance, materials 
processing, manufacturing and commercial laundering. 

Description of program:  

One of the smallest WELL projects in Australia at the time, this training program was delivered to just 5 
participants.  Most have had a limited formal education and are of non-English speaking background 
with first languages including Spanish, Indonesian and Italian. There had previously been problems 
observed on the floor where workers had trouble understanding each other when speaking in English 
due to vocabulary and pronunciation difficulties. 

LLN issues impact throughout the plant affecting employees across a range of job roles including 
supervisors, technical staff and production personnel. Oral communication issues include 
communication breakdowns with colleagues due to limited English language skills. Evidence from the 
workplace indicates that the target group requires the development of language, literacy and numeracy 
skills associated with: effective communication within teams and between departments; effective 
communication with external customers; LLN skills development so that information is understood and 
accurate records are kept. 

The employer's goals are to improve the company and technical language use of employees so that 
communication is more effective so as to avoid misunderstandings which may lead to mistakes in the 
production area. Improvement of written conventions and communications (emails, job sheets, 
worksheets, toolbox) were required so that incomplete and unclear information is reduced. 

The training was conducted in line with internal training undertaken by the company in new and 
improved processes. Training sessions focused on each participantôs skills and knowledge and used 
these as a medium for development of communication skills  such as speaking (explaining the 
processes), writing (instructions, emails, toolbox) and using computers, thereby improving IT skills (also 
required by the company) at the same time.  

The Human Resources Manager responsible for managing the training program admits she ódidn't even 
know about WELL until she [the trainer] told meô. There have been two WELL projects offered with the 
same trainer for both. The first was considered a trial to see how it would go and ósellô it to 
management. Management saw results and could see it needed to continue. The Operations Manager 
observed that ñafter the first, everyone wanted to do anotherô. The first project focused on relevant LLN 
and the second was conducted on the floor with a focus on computer skills, job cards and participation 
in óToolboxô meetings.  

LLN skills are assessed by the trainer against the ACSF. However, the Human Resources Manager 
sees these scores as óonly part of the picture - [there are] also individual, social and community impactsô 
which should be considered alongside the economic impacts. 

There have been issues with low self-esteem and self-confidence in the past. There was some 
resistance from the Operations Manager in that they were reluctant to conduct a second program ñwe 
canôt do this ï we canôt take people off the floor ï we don't have enough staffò. Since the training that 
manager is now fine with WELL and sees it as useful. There is also a new sense of ñconfidence and 
camaraderieò and an ñenergy on the floorò which is assumed to have the downstream effect of improved 
productivity. The Human Resources Manager believes óthey are a lot happier and are seen to be 
working betterô. One participant is considered a óshining lightô. She has expressed an interest in 
understanding weights and measures ï ñWhy do we fill a bottle to here?ô As a result of this training, the 
participant ókeeps asking, [and] wanting to learn more, [and] now does numerical puzzles in her spare 
timeò. 

In terms of training volume, the trainer met with the group every fortnight for a whole day. The trainer 
spent time with each individual followed by a group session. A particular task involved the participants 
learning how to take a photo of a machine and write instructions in steps. The participants then 
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laminated these and put them up on site. The Human Resource Manager believes that ófour years ago 
they couldn't or wouldn't have been able to do thisó. 

Results:  

The results from this project are largely qualitative benefits for the participating employees and 
subsequently for the enterprise. The Human Resources Manager can point to day-to-day examples of 
progress by all participants. This leads her to think that the program is óreally good and powerful: 

óóI know itôs working!!ôô.There are cost savings but [they] canôt measure it and control for all the other 
factors. Instead, itôs easier to report that ñthey were doing this [before], now they are doing thisò. - 

Human Resources Manager 

The Supervisor on the floor now says ñthe place runs itself. I donôt have to worryò. But she ñcanôt stand 
there with a stop watchò to monitor changes in productivity and efficiency. Individuals are taking 
initiative, taking on greater autonomy so there is an assumed cost saving. 

ñIt was about getting them to work together, the productivity follows from thatò - Operations Manager 

It has been more difficult to determine any measurable quantitative benefits for the enterprise. The 
Supervisor does not have to keep checking on the workers and reports a big time saving but cannot 
quantify the amount with any precision. Working in industrial detergents, accurate weights and 
measures are critical - some workers used to underfill/overfill and made errors. The floor supervisor 
used to have to make sure they selected the right ingredients and put the right amounts in every time. 

The Core Skills for Work (CSfW)
19

 tool can offer further insights into an individualôs performance in the 

five core skills of learning, reading, writing, oral communication and numeracy. When matching the skill 
gains against the levels of the CSfW framework, the participants in Enterprise C are now: 

¶ trying to learn more (CSFW 1a) ; 

¶ seeking advice from others ï a technical manager is an ex-maths teacher who is assisting 
participants with questions they have ( CSFW 2b); 

¶ covering for each other - not just for WELL time  (CSFW2b and 3a) ; 

¶ doing homework in lunch breaks ( CSFW 1a) ; 

¶ talking, socialising and building relationships more since breaking down of some language 
barriers - they now talk about the weekend, footy (CSFW 2b, 2c) ; and 

¶ not waiting to be told what to do but now taking initiative e.g. when working with the blender 
they used to delay preparation until next lot, but now they get the ingredients ready and select 
the correct ingredients and amounts  (CSFW 1b, 3c). 

Whilst the training has supported employees in moving to more varied workloads and therefore 
increased skills, the company is small and opportunities for advancement are limited. 
 
Computer and associated literacy skills development has resulted in employees being able to use 
updated computer programs in their work, e.g. 2 employees can confidently use the computerised 
customer job order system and others access the company's internal sharespace for MSDS 
documentation. Writing skills have developed; employees have documented their own work 
instructions. There are increased reading skills, particularly in the context of the MSDS safety 
information. Employees have developed a greater understanding of their roles and are taking on 
broader multi-task work. Anecdotally, morale and attitude has improved with increased confidence and 
employees are receptive to more learning. 

Figure 5.13 shows a scenario under which LLN training is or is not offered to a workforce in the 
manufacturing sector based on the experiences of Enterprise C. The link between the more intangible 
measures of óimproved self-confidenceô, óimproved capacity to take on more autonomyô and óimproved 
understanding of instructionsô feature highly in this example. The training brought about changes to 
workplace culture which reduced issues of óhesitationô and óresistanceô and enabled a more free-flow 
and exchange of ideas and communication and workers. These more intangible benefits have logical 
downstream benefits in terms of improved productivity of more senior members and staff (and their 
time) and the resulting impact on sales and productivity. 

                                                            
19 https://www.education.gov.au/core-skills-work-developmental-framework 
 

https://www.education.gov.au/core-skills-work-developmental-framework
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Figure 5.13 Enterprise C ï Exemplar scenarios in the manufacturing sector 

 

The Human Resources Manager sees management commitment as a key ingredient for success. 
WELL, and programs like it, need to be seen as part of broader strategy. LLN ñsupport is not a silver 
bullet in its own rightò. The trainer was viewed as ñcritical and success is óall part of [the trainer] being 
hereò who has built a good rapport with the training group on an individual and group level. 

This enterprise recognises that gains are made over time and the way the second program built on the 
first. This ómeant we now have systems in place so the second program was easier to runô. The close 
relationship and implicit understandings with the trainer meant that even more gains could occur. 

Participants were able to develop operating instructions for various machines as a result of the 
WELL training. An illustration of this is shown below (Figure 5.14). The Human Resources 
Manager has indicated that this would not have been possible without the WELL training.  
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Figure 5.14 Enterprise C ï Operating instructions for ñLitre Labellerò 

 
  






































































































































































































































































